This paper highlights and discusses ten characteristic attributes of emergent leaders (also known as 'champions') who worked as influential change agents within publicly managed, Australian water agencies to encourage more sustainable forms of urban water management. These attributes relate to: the 'openness to experience' personality characteristic; career mobility and work history demographics; personal and position power; strategic social networks; the culture of their organisations; and five distinguishing leadership behaviours (e.g. persisting under adversity).
INTRODUCTION
The move towards more water sensitive cities There is growing awareness that traditional approaches to urban water management that place little emphasis on water efficiency, recycling, energy efficiency and protection of environmental values are no longer sustainable (Wong 2006) . These approaches are also seen as being inconsistent with the contemporary values of many Western countries (see Ashley et al. 2004; Brown et al. 2006) .
A new paradigm of 'sustainable urban water management' (SUWM) has emerged (see Wong 2006) . Adopting this paradigm at a city-wide scale and thereby making the transition to 'water sensitive cities' (Brown et al. 2008 ) is, however, problematic. As highlighted by Brown & Farrelly's (2007) meta-analysis of the literature, numerous impediments exist to the adoption of this paradigm; the bulk of which are socio-institutional rather than technical. It is within an environment of numerous socio-institutional barriers that emergent leaders known as 'champions' sometimes emerge to act as change agents (White 2006) and work with others to promote the SUWM paradigm.
Sustainable urban water management champions
There is no consistent definition of champions within the literature. The author's research has, however, found that practitioners within Australian water agencies typically doi: 10.2166/wst.2009.033 define 'SUWM champions' as being emergent leaders who have specific attributes and are adept at influencing others to adopt SUWM principles and practices. These attributes include: the personality characteristics of creativity, persistence and resilience; a strong personal commitment to SUWM and environmental sustainability; a good general knowledge of the water industry and associated technology; advanced skills at exercising influence; high levels of personal power; and key leadership behaviours, such as identifying opportunities for influence, choosing the right influence tactics for the right target and time, executing a variety of such tactics, developing and encouraging colleagues, and undertaking advanced forms of social networking. As acknowledged 'leaders', these individuals also engage in group-based processes of influence that involve establishing direction, aligning resources, and motivating and inspiring their colleagues to implement SUWM.
The literature on 'champions of innovation' highlights the existence of two types of champion that may exist within an organisation. These are 'project/product champions' and 'executive champions' (see Maidique 1980; Howell & Higgins 1990a; Howell et al. 2005) . This literature suggests project champions act as change agents on a daily basis within organisations or broader institutions, and primarily rely on personal forms of power. In contrast, executive champions are more senior leaders with high levels of position power who allocate resources to innovations and who share some of the associated risks (Maidique 1980) . Executive champions rarely promote innovations on a daily basis and may work in tandem with project champions (Witte 1977) . The author's research within Australian water agencies has found this typology to be relevant to SUWM champions.
The importance of urban water champions
It is now widely accepted in Australia that SUWM champions play a critical role in the transition to water sensitive cities. This conclusion is supported by academics (see Brown et al. 2006) , industry practitioners (see 
1999; Cashman 2008).
Despite the importance of these leaders, little has been known about them or the leadership processes they commonly drive. Previous research by Brown (2003) , Brown & Clarke (2007) and White (2006) highlighted some of their individual attributes. There has been, however, a paucity of focused, in-depth, context-sensitive research on these leaders that has been grounded in leadership theory and that has used established leadership research methods. Such research must be done in order to design evidence-based strategies to attract, recruit, supervise and build the leadership capacity of SUWM champions in water agencies, as well as improve the overall SUWM leadership process that typically involves many different types of leaders (see Taylor 2008 ).
Overview of this paper
This paper highlights some key findings from a research project that has investigated the attributes of SUWM project champions and related leadership processes within publicly managed Australian water agencies. This project has also used this knowledge to develop evidence-based strategies to build leadership capacity in water agencies to accelerate the transition to more water sensitive cities (see Taylor 2008) . In the following sections, the author describes the project's methodology, and highlights ten of the most highly developed and/or distinguishing attributes of SUWM project champions. The paper also describes how knowledge of such attributes can be used in practice to encourage emergent leadership in water agencies to drive SUWM policies and projects. Finally, the author highlights the significance of this research and discusses three lessons from the project.
METHODS
The research involved two phases. Phase 1 was an international literature review involving five bodies of literature. The author also conducted an interview in each case study agency and analysed relevant documents (e.g. strategic plans) to gather additional information on the context in which SUWM leaders worked, as leadership is acutely sensitive to context (Bryman et al. 1996) . Principal findings of the research emerged from a cross-case analysis (see Yin 2003) . These findings were subsequently validated through consultation with a broad group of industry stakeholders (see Taylor 2008 ).
RESULTS AND DISCUSSION
The project identified 77 significant attributes of SUWM project champions. Analysis of all the available data indicated this characteristic was usually highly developed amongst the champions, and often substantially stronger than their peers in the same organisation who occupied four 'non-champion' SUWM leadership roles.
Management strategies that follow from this finding include looking for this personality characteristic to be highly developed during recruitment activities as well as selection processes for leadership development programs within water agencies. This can be done through psychometric testing (with the assistance of suitably trained psychologists) or more simply through informed analysis of people's work and life histories during interviews and when reviewing resumes. The key point here is that this personality characteristic is one of the attributes that can be used to identify potential SUWM champions who can be developed into valuable assets to the organisation.
Demographics: career mobility and work history
The author gathered data on the number of roles and jobs the champions had held in the last five years via the 3608 questionnaire, and details of their work history via individual interviews. The majority of these champions had a higher degree of career mobility than typical 
Power: personal and position power
Power is the potential to influence others. Personal power is derived from the personality characteristics and skills of the leader, as well as the outcomes from previous episodes of leadership (Yukl 1981) . Position power is derived from a person's formal role within the organisation (Yukl 1981) .
As shown in Figure 3 , all of the champions had a preference for using more personal than position power.
This preference was a distinguishing attribute for half of the champions, and is consistent with the tendency of these leaders to focus on exercising influence across organisational boundaries.
The research also found that five of the six champions possessed 'moderate' to 'strong' levels of personal power.
A high level of personal power was also a distinguishing attribute for most of these leaders. While levels of position power were generally lower, the most effective champions had at least 'moderate' levels of both personal and position power.
Management strategies that build on these findings include ensuring leadership development programs for 
Social networks: strategic networks
Research by Ibarra & Hunter (2007) examined the operational, personal and strategic forms of social networking.
They found that the strategic form is the most challenging, is typically underdeveloped, but is commonly a characteristic behaviour of the most effective organisational leaders. This type of networking focuses on building relationships to achieve medium to long-term, strategic organisational goals.
The author examined aspects of social networking through individual interviews and the 3608 questionnaire.
Strategic networking was found to be a major point of difference between the surveyed leaders. Generally, this form of networking was uncommon amongst the leaders in 'non-champion' leadership roles, common amongst the executive champions, and ranged from being a very strong to very weak attribute amongst the project champions. Four of the six project champions engaged in some strategic networking, with three of these leaders being exceptionally focused on building relationships with powerful people (e.g.
local government politicians and executives) who could help them to meet both organisational and personal goals. Management strategies that follow from these findings include building the necessary knowledge, skills, confidence 
Context: organisational culture
The research found that organisational culture was a highly influential contextual factor that affected the emergence and effectiveness of the champions. For example, the most effective champions generally emerged in agencies that had complementary programs to establish a desired organisational culture and encourage specific leadership behaviours. These programs were driven by the most senior executives, and strongly encouraged collaborative forms of leadership. These agencies had unusually strong corporate cultures that encouraged continual learning, adaptive management, responsible risk-taking, innovation and environmental sustainability.
Management strategies that can be informed by these findings include the need for the most senior leaders in water agencies to actively foster corporate cultures that support the SUWM paradigm and encourage complementary leadership behaviours throughout the organisation.
Executive leaders with strong transformational leadership attributes are best suited to this task (see Bass & Avolio 1994; Taylor 2008) .
CONCLUSIONS
This paper has highlighted some of the characteristic attributes of emergent leaders (project champions) that worked within publicly managed Australian water agencies to effectively promote SUWM. The length of this paper prevents an examination of all 77 attributes and 39 management strategies that have been identified during this research project (see Taylor 2008 ). The intent, however, is to provide some illustrative examples of champion attributes, and explain how this knowledge can assist the development of strategies to build SUWM leadership capacity in water agencies.
This research is significant for two reasons. First, it is the first time that leadership theory, models, research findings and research tools have been used to study leaders who play a critical role in promoting SUWM and making the transition to more water sensitive cities. Second, it provides a platform of knowledge on which management strategies, such as those highlighted in this paper, can be constructed within water agencies.
This research has generated three main lessons. First, it has highlighted the value of undertaking cross-disciplinary research. In particular, the project benefited from being able to use theories, models and research methods from the leadership literature in the context of urban water governance research. Second, while research designs and methods that are needed for context-sensitive leadership research are time-consuming and require significant cooperation from industry partners, they are also productive. Finally, as illustrated in this paper, there are attributes of SUWM champions that are highly developed and/or distinguishing compared to leaders in relevant control groups. This knowledge can be used to design practical, evidence-based strategies to attract them, recruit them, and realise their leadership potential within water agencies that want to build more water sensitive cities.
